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24 July 1953

MEMORANDUM FORs Chairman, Professional Selsction Panel
SUBJECT: The Process of Seleoting New Career Euwployess

l. Reference ynur mamorandun $o Personnel Director, subject as above,
dated 23 June 1953, in which you ask for recommendations as to steps which
can be. taken to improve the existing selection process.

2, This Office offera the following suggestions with respect to the
points presented in Paragraph 2 a of your memorsndum;

8. Qualities Required of Carser Employees.

(1) The Professional Selection Panel should develop, with the
spproval of the CIA Career Service Board, a full description of each
of the personsl qualities which should be possessed by & CIA career
employse. These would be the qualities which indicate suitability
for long-term career service with the Agency. Evidence that an in-
dividual is lacking in one or more of these qualities would be an
indication that he may not be suitable for career association with
the Agenuy. The descripiive statements should be direct, specifioc,
simply phrased; and understandable to & wide audience of persons
with varylng degrees of experience in the evaluation of other persons.
Each set of statements concerning & quality should include an adequate
mumber -of examples of behavior which evidences a deficiency in the
quality. These statements should, of course, be over and beyond cer-
tain basic qualification requirements relating to education; trein-
ing and experience,

(2) The descriptive statements and other information concern-~
ing the qualities required for career service should be dlsseminated
as followss

(a) Recruiting Officers. These officers would utilise
these criteria %o screen and refer applicants for career employ-
ment with the Agenqy. Applicants believed to lack the deisired
qualities would not be referred to the Agency. Thus, the suitse
bility criteria would be applied throughout the recruiting process.
As you know, the recruitment staff is now possessed of a rather
well defined set of personal standards which are applied by them
against sach applicant. The spplicant, of course, is unaware of
the extent to which he is being analysed in this procees,

(b} Placement Officers. These officers would utilize these
criteria during thelr intervieuing and scresening of applicants
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for career amployment with the Agency. These criteria would

be in their minds during review of Personal History Statements,
during checks with former employers, during their review of all
other records and informstion on hamd, during %hoir intervisws

of the applicants, and generally throughout the initiul selection
and referral process, Persons eovsid-ced To be weuitable woald
be rejected by the Flacement Officers. Placement Ofticera wouid
also apply these suitabllity criteria during their contacts

with trial-peried employees {e.g., placement follow-up, reassign-
ment planning).

{e} © t Personnel Officers. These officers would
utilize thawmmgrﬂm of applicants
referred by Placement Officers, during their examination of the
qualifications and records of the spplicants, end «uring their
observation of the applicants throughout the final initial place-
ment process. They would also apply these criteria during their
subssquent contacts with employees during the trial period.

(d) Chiefs of Components., These officials {chiefs of units,
sections, branches, divisions) would apply these criteria during
initisl selection interviews with applicants and dwring all sub-
sequent contacte with the trialepericd employees and discussions
with their supervisors. Applicante who are found by component
chiefs to fall to possess the necessary qualities would be rejected
by the Persomnel Office. Trisl-period employees whose suitability
is questioned by the component chiefs would be referred by the
camponent to the Professional Selection Panel for review and recom-
mendation.

(e} Immediate Supervisors. The most important use of sult-
ability criferia would be accomplished by the supervisors of
trisl-period employees. They would utilise the criteria during
initisl selection interviews, during all of their observation
of and association with the smployees throughout the trial period,
and especially when completing the initial Personnel Evaluation
Report., They would apply these critaria constantly for many months,
and therefors could make the most factual recommendations concern-
ing the employee's suitability. Applicants who are believed by
supervisores to fail to possess the necessary qualities would,
with the concurrence of the component chief, be rejected by the
Persomnmel Office, Trial-period employees whose suitabllity is
questioned by their supervisors would be referred by their com-
ponent to the Professional Selection Panel for review and recom=
mandation,

(£) Security 0ffice. This Office would apply these criteria
at all times when coliecting and reviewlng informetion concerning
applicants for career employment and concerning trial-period
caréer employees, Wherever the Security 0ffice encounters infor-
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mation which indioates a lack of the necessary qualities and
shich causes doubt as to the career service suitability of an
in-process applicant, it will discuss the case with the Personnel
and Medical Offices, as appropriate, for decision.

{g) Career Service Boards. The Boards would apply these
eriteria in all ol thelr considerations and evaluations of em-
ployses during their trial periods (and also during the initisl
selection process for such Boards as review proposed appointments).
The Boards would maks an especially careful evaluation of the

employee just befare the conclusion of his trial period, using
supervisory reports and testimony, initidl Perscnrel Evalustion
Reports, interviews with the employee himself if indicated,
personnel records and folders, and such other evaluative data

and techmijues as are available. This evaluation would be accomp-
lished primarily to determine if the individusl posseeses the
defined qualities required for career service. When the Career
Service Board does not £ind the trial-period employes suitasble
for career service, it would recommend that the Office Head refer
the case to the Professional Selection Panel for review and recome
mendation. If, on the other hand, it found the employee suitable,
acceptance for career service could be indicated by the Personnel
Office after favorable review by the Professional Selection Pansl.

{(h) Trial~Period layvees. Each appointee would understand
that he is un a period, and that he will be care-
fully evaluated throughout and at the end of this period in order
to determine if he is suitable for career service and 1ts benefits,
It is his right to know what personal qualities and behavior are
expected of him, since he will be separated rather summarily if
he does not possess the requisite gqualities. At the present tims,
the Agency notifies applicants that they must meet the personal
standards required for governnent employment (e.g., charscter,
mental and physical fitnees); by this method individuals, who
know that they may be exposed later, have the opportunity to with-
draw their applications for the good of &ll concerned, Similarly,
if our standards for career service qualities ars valid and are
to be enforced; they should be no secret, and the applicanis should
know the kinds of evaluations o which they will be exposed and
the qualities they must orove, It would be making a mystery of
common sound personnel practice and would be establishing a secret
society if candidates were asked to undergo s test period of close
scrutiny and evaluation without permitting them to know which
things about their natures were tc be evalusted. Thus, both
spplicants and trial-period employees should kmow what they are .
facing and whet qualities they are expgéted to possess as CIA
Carser Imployees.
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b, Use of Personnei ‘Evaluation Mﬂao

A (1) Initisl Personnel Evaluation Reports should be given much
more emphasis and consideration than at present; If supervisors
thoroughly understand the specific qualities being measured in triale
period_employees, if they carefully observe the ‘enployee in terms of
these qualities during the trial-period, and if they are aware of
the importance of initial Personnel Evaluation Reports in detemine
ing euitability for career service, they will acoonplish much more
effsctive initial evaluation reports than at present. The initial
PER would truly become the primary snstrunent for recording evaluse
tions speeifically in terms of the fagtors vhich are the basis for
dotermining career suitability. The initial PER should reflect the
opinions of the persons who inow the trial-period employee best, who
have been responsible for his work throughout the period, and who
are in the best possible position to report on the qualities vhich
the nsv employee has demonstrated. =~ :

(2) Increased emphasis should be pleced on completing and sub-
mitting initisl Personnel Evalustion Reports whem they are due,
If the imitial PER is given proper use as a primary instrument for
dotermining suitability for career service, it is esaential for the
report to be submitted in sufficient tinme to be available for all
considerations and processes that must take place prior to the
sxpiration of the trisdeperiod,

¢o Evaluation of In=Process Aggnmts for Career Euglom’ o

When either the Personnel, Medical, or Security Office obtains marginal
information which creates doubt as to the career suitability of an ine
process spplicant, the chiefs of these offices or their designated rep-
resentatives should confer and decide whether processing should continuso
By the &ame token, if an operating office learns of unfavorable informa=
tion it should be passed immediately to the Personnel Office with recome
mendation for sction to be taken, The Porsonnelsiedical-Security Group
ghould confer and taks action as is indicated,

- do Evaluation of Employees During Trisl Periodo

(1) If at any time during the probationsry perdod the office
to which the employee is assigned, or the Personnel, Mediecal, or
Security Office obtains information which creates doubt as to career
suitability, the case should be immediately referred to the Professional
Selection Panel, The Penel should review the evidence at hand and
either make & recommendation for termination of the individual or
so flag the individual's personnel file that a full review will be
made of his cuse prior to the expiration of the trial-period.

(2) No later than one month before the end of an employee's
trial-period, his Career Servics Board should consider his case in
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order to determine whether or not he has been found suitable for
career service, At this time, his Board should review his performance
during this period, his initial Perscnnel Bvaluation Report, and any
other avallable indicators of his character, personality, capability,
and performance.’ During this evaluation the Board may interview

both the employes and his supervisors. The Board will use all ine
fornation available in the Personnel Offics. After careful considerae
tion, the Board should recomrend to the 0ffice Head either that the
trisleperiod employee be separated or scospted for carcer serviocs,
Such recommendations should be based upon performance (as in other
government agencies) as well as upon possession of the qualities
required of the CIA career employee,

(3) 1If the 0ffice Career Service Board recommends that the
euplayee has satisfactorily eompleted his trialeperiod and is
suitable for career service, and the Office Head concurs, he will
80 notify the Professional Selegtion Panel, If the Panel oconewr's, -
the Personnel Office will be notified to change personnel records
correspondingly and will issue appropriats notification to the eme .
ployes. ‘

(1) 1If during an employee's trisleperiod, he is reported to the
Professional Selsction Panel as being possibly unsuitable for career
employment (see Paragraph 2 d (1) above), ar if his Carear Service
Board recommends with Office Head oonourrence that he be separated
as unsuitable, the Professional Selection Panel should acoomplish
a formal review of the case. If the Panel finds the trialeperiod
employee unsuitable as reported, it will motify the Personnel Office
which will accomplish the separation, If the Panel finds the triale’
period employee suitable for career service, it will notify the
Operating Office of its findings, If the difference of opinion is
not resolved, the case may be appealed by the employeet's sponsoring
component to the CIA Career Service Board which will review the
case and make final decision. .

e Notification of Acoeptance for Career Service,

' Sincomderthupropuedpmdnuthemnplowbcmlkmtho'
‘qualitiss required of the CIA career employes, and will also know that
heris Veing constantly evaluated for these qualities throughout his ,
trial-periocd, it is believed that he will be made sufficiently awvare of
& significant change in his standing 4f he receives a notics fram the
Persornel 0ffice to the effect that he is now accepted as a career em-
ployee and that his: trialeperiod has been satisfactorily completed,

3. With respect to Paragraph 2 b of your memorandum, it is the_opinicn
°£t. thhmd Office that no feasidle and legal prodedure can be established to
[ the triale-eervice period beyond one year for employees, whether oroe
fossional or otherwise. Such a procedurs is inconsistent with the current
o .public policy (as reflected by the Congress is such legislation as the Veterans .
Preference Act) that a probationary period of one year is believed adequate
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for federal employees. It is believed ummmm
and

strain relations with the Congress. It is aleo our opinion thet exbeneiim

of the trisleperiod beyond one yesr would meke $t definitely more diffiewls

to attrast compstent people to service with the Agency dlthough we Jesogaise

this 1s a moot poiunt, , ~ :

o bo meronm'mmmﬂmn&MhMIoot

your memdrandums :

' M‘Ift!nm:mmmiabmm
to adoption, it would be unnecessary to develop a single file of all
information conserning each applicant or employee,

bo Information presently availsble only to the Security Office
should remain in their f£iles as at present, If those who review this
information are trained in the understanding of the qualities required
for a career with the Agenecy, they can deteot pertinent information
within their data and submit it to the Professional Selection Panel
uhentiver warran or confer with the Medical and Personnsl Offices
in the case of applicants for employment.

o, Information contained in the files and records of the Personnel
office would be made available both to the sponsoring components and to
the Professional Selsction Pensl. If these records concerning an sppli-
cant contained information indiesting nonesuitability, the Perscunel
Office would reject him, If the information were marginal and merely
ereated doubt as to suitability, the Persomnel Office would pool infore
mation with the Medical and Security Offices before acting. If these
records concerning a trialeperiod employee are later supplemented by
information indieating non-suitability, the Personnel 0ffice would refer
the case to the Fanel., Thus the records are used for suitability screen-
mgandmaho'm&ndhbloupmrequosttobemadbyothm for
suitability screefitng, The same situation would undoudtedly obtain with
respect to Medical Office informatiom, '

" de Information which pertains to the suitability of a probatiomary.
employee and which is contained in the reports, files, and records of
the office to which he is assigned would be made avuisble to the Office
Career Service Board concerned, It should also be mads available, in
extract or other form, to the Professional Selection Panel when needed
specifically for farmal deoision on a case,

6o, Whenever the Security Office, the Personnel Office, the Medical

|

Office, or the sponsoring office astually presents a case the Professional

Selection Panel, it should also present the docunenied evidende as to vhy
the person concerned is considered unsuitable for career serviocs.
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et iy ?&mmm - not de
infornation they may o oste ‘pereon
suitable, Thus, & is developed vhich conteins enly pal=
‘tinent to decision as to suitability, and it is necessary te develop
such a file mmmmmwwww-wmmmww.

S, The following comrents are offersd with: respact tow 2dof

your memorandums

8o Under the procedures proposed sbove; the suitability of each
applicant for cereer service suployment would be examined by recruitiog
personnsl, Placsment Officers, Operating Office Perscunel Officers, cone
ponent chiefs, immedistes supervisors, and by the Security Offs.ce which
‘reviews the special detailed informetion available to it., These examinae
tions would be conducted in the light of the kmown fixed oriteria for-
acceptance, o

bs If these separate examlnations (many of which include personal
contacts and investigations) do not elicit evidence of nonesuitability,
it is very doubtful that any independent officer can make a better judg-
ment by merely reviewing records and files., When all of the offices
and officers charged with selecting qualified and suitable personnel
sre given the improved selection criteria requested above, and when their
selection processes are strengthened as proposed above, it is difficult
to see the necessity to appoint "responsible® officers from other com=
ponents to review the souniness of their decisions.

6, The Personnel Office appreciates the opportunity to furnish its views

to the Professional Selection Panel in this matter, and will provide additional
explanations or assistance upon request. '

/s/ George E, Meloon

GHORCGE E, MELOON
Persornel Director
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